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ABSTRACT    
Resistance to change and the experience of individuals during change is increasingly of interest to those 
responsible for implementing change in organisations.  This paper examines the experience of change at 
the individual level within a large corporation, and seeks to identify possible reasons for differing 
perspectives on change both before and after implementation based on an individual’s personal style.  The 
results show that the extent to which individuals have a positive prior outlook is not influenced on the 
whole by an individual’s personal style.  In relation to an individual’s assessment of a new way after 
change has been implemented however, personal style has been shown to have significant impact.  In 
particular, the level of emotional reaction and short term focus of an individual presents challenges for 
anyone implementing change.  Whilst there is little that can be done to change an individual’s personal 
style, it is critical that those responsible for the implementation of change recognise the increased 
likelihood of resistance from those with a higher level of emotional reaction, and those who lack a longer 
term focus, and identify possible strategies to manage this situation.   
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INTRODUCTION 
Resistance to change and the experience of individuals during change is increasingly of interest to 
practitioners and academics alike.  In the past, much of the organisational change literature and research 
has focussed on the team or organisational level, and as a result, managers have tended to develop quite 
broad change strategies.  Whilst these high-level strategies are critical, what has not been as widely 
explored is the experience of individuals during times of change, with the clear purpose of supporting 
them during change in order to allow the organisation to meet its change objectives.  This paper examines 
the experience of change at the level of the individual within a large corporation, and seeks to identify 
possible reasons for differing perspectives on change both before and after implementation.  In particular, 
the impact of an individual’s personal style is considered.  Personal style in this research is defined as the 
outlook individuals have on change in general and the level of resistance they may exhibit; a construct 
considered to be relatively stable over time.  In this research, personal style has been measured using the 
Resistance to Change Scale developed by Oreg (2003). 
 
The paper begins by providing a review of the change literature focussing particularly on resistance.  This 
review is included to assist in identification of potential gaps in current change literature.  From this 
review of the extant literature and research, hypotheses are drawn in relation to the impact that individual 
differences may have during a change process.  These hypotheses are tested from data collected in a case 
organisation and conclusions drawn.  The findings provide managers with clear indications of the potential 
elements of personal style that may influence an individual’s experience of change in an organisation; in 
turn providing an indication of specific issues to be addressed in change strategies. 
 RESISTANCE, EMOTIONS AND CHANGE 
At an individual level, Macri, Tagliaventi and Bertolotti (2002) suggest that motivation and willingness to 
change can be impacted by perceptions.  If the change is perceived as desirable and necessary, then 
resistance may be lessened.  Within many models of change, a level of resistance to change is assumed.  It 
has been claimed that ‘resistance is a natural emotion that must be dealt with and not avoided.  If one can 
look at the positive aspects of resistance to change, by locating its source and motives, it can open further 
possibilities for realising change’ (Mento, Jones, & Dirndorfer, 2002:53).  The extant research into 
resistance to change has more clearly articulated the potential causes of resistance, and has even 
challenged the often implied if not explicit assumption, that resistance to change is a negative issue and 
merely an obstacle to be overcome.  It is now being suggested that if resistance to change is better 
understood, it may in fact have specific utility in a change process (Waddell & Sohal, 1998).  The research 
reported in this paper aims to contribute to furthering understanding of resistance to change at the 
individual level, in order to be able to use this knowledge during change implementation. 
 
At the organisational level, Waddell and Sohal (1998) suggest that resistance is a function of four factors; 
rational, non-rational, political and management factors.  When considering organisational inertia or 
resistance to change, it is also important to consider the contribution made by the individuals within the 
organisation. George and Jones (2001) recognise an individual’s resistance to change as having cognitive 
and affective elements.  The emerging research in the area of resistance to change shows a growing 
recognition of the emotional aspects of change within organisations, and marks a change from the belief 
that as long as a rational explanation and compelling reason is provided, then change will occur.  As 
Goodstone and Diamante (1998) emphasise, it is not sufficient to believe that giving individuals 
information that indicates the need for change will make them change.  If organisations require 
behavioural change at an individual level in order to change at an organisational level, the issues of the 
emotional impact of change cannot be ignored.  Likewise, Diamond (1996) also identified as a result of 
research into the failure of technology transfer, that there is an emotional component to change and that it 
cannot be viewed as an entirely rational process; ‘successful innovation and adoption relies on an 
individual’s openness to learning and change’ (Diamond, 1996:223).  Being able to understand and in 
some cases predict the extent of resistance that may be encountered at the level of the individual would 
assist managers to plan appropriate change strategies taking such factors into account. 
 
Some of the change management literature fails to consider the impact of change on individuals.  Balogun 
and Jenkins (2003:255) argue, ‘the recipients (of change) need to be enabled to re-create their ways of 
working, their daily routines and practices.  Whilst change can be imposed by senior managers, the detail 
of what individuals need to do differently to meet the aims of change cannot’. In essence, they are arguing 
that using the label ‘recipients of change’ implies a lack of involvement, and that for effective change to 
occur, individuals need to be actively involved in knowledge creation in order to effect change.  As Barrett 
et al. (1995:367) emphasise, ‘change is not something that comes from the outside and alters the inside of 
a community’; on the contrary, considering the individuals when implementing change is critical.  This 
research is targeted at further understanding the nature of individuals and the extent to which this can 
impact on change. 
 
It has also been identified that even with a wide range of models and processes for organisational change, 
there is still a high failure rate in relation to change, and at the very least, organisational change is failing 
to deliver optimum performance outcomes (Balogun & Jenkins, 2003).  It is suggested that ‘existing 
models do not adequately capture the complexity of the change process from the perspective of the change 
recipients’ (Balogun & Jenkins, 2003:247).  Again, this reinforces the need to have change strategies that 
take into account individual issue and allow for differing levels of resistance to change. 
 
As this review of more recent literature shows, there is a growing recognition of the role individuals play 
in change processes, and particularly how their level of resistance may affect the change process on a 
larger scale.  However, little empirical research can be found that specifically identifies whether there is a 
link between an individual’s outlook or personal style, and their outlook on and experience of change, 
which in turn may influence their level of resistance.  This research was aimed at identifying any links 
between these issues, in order to provide guidance to managers responsible for developing organisational 
change strategies. 
 
METHODOLOGY 
Research Question 
In order to further understand the impact of individual characteristics on individual’s perceptions of 
change, research was conducted within a large organisation undergoing change.  The research questions 
related specifically to two factors; an individual’s view of a change prior to its implementation, and an 
individual’s view of the necessity for change following change implementation.  The questions related to 
whether the individual’s personal style (specifically their resistance to change) influences these two 
factors.  Specifically, the hypotheses are: 
An individual’s score on a measure of personal style will influence their outlook on a change prior 
to implementation, and  
An individual’s score on a measure of personal style will influence their assessment of a change 
after implementation 
 
Participant Selection 
The organisation was chosen because it was known to the researcher as having undergone significant 
changes in recent years.  In particular, the organisation was in the final stages of implementing a large, 
organisation-wide system transformation that has meant significant change throughout the business.  The 
purpose of the new system was to replace the many previous systems and eliminate the duplication of 
information and activities.  The systems being replaced covered an extensive range of functions including 
budgeting, asset performance and monitoring, cost management, payroll, materials planning and 
procurement, works programs and requests, job allocation, and human resource management.  The 
organisation has approximately 5000 employees and revenue of over $2.2 billion per annum.  The project 
had been in planning and preparation phases for over two years, however the conversion to the new 
system happened on one specific date, referred to as ‘go-live’.  The survey for this research was conducted 
three months after go-live. 
 
The sample of employees identified for this study was those in management and supervisory positions 
who had taken a lead role within the operational units during the implementation of the new system, and 
therefore had first-hand knowledge of the changes and subsequent impact.  This group comprised 238 
staff located statewide who were invited by email to be involved in the survey questionnaire on a 
voluntary basis.  This method of sampling is described as opportunity sampling (Burns, 2000) or 
convenience sampling (Creswell, 2005), as it drew upon the networks of the researcher and awareness of 
current large-scale change occurring in industry. 
 
Survey Instrument 
Survey questionnaires are recognised as an appropriate method of collecting data from a large number of 
research participants when the researcher is able to clearly articulate the information of interest and have 
appropriate measures of variables (Sekaran, 2003).  In the case of this research, a previously validated 
measure of resistance to change, the Resistance to Change Scale (Oreg, 2003), was used in conjunction 
with a range of statements relating to individual’s outlooks prior to change and after change 
implementation.  This approach to data collection allowed for information to be collected from a large 
number of respondents in order to analyse differences between individuals with varying scores on the 
Resistance to Change Scale (Oreg, 2003). 
 
The survey questionnaire was self administered online using the program, Survey Monkey™.  Although 
research, and in particular, administration of surveys has been assisted by technology for at least twenty-
five years (Evans & Mathur, 2005), the use of online surveys is still a contentious issue.  The potential 
strengths and weaknesses of online surveying have been studied in many contexts (for example, see Ilieva, 
Baron, & Healey, 2002; Zimitat & Crebert, 2002), and strong empirical evidence is lacking to answer 
many of the concerns and questions that currently exist.  However, the organisation involved in the study 
had been regularly using this particular online survey tool during the change project; approximately two 
years at this time of the study, and it was therefore considered the most appropriate method for data 
collection.  All users were accustomed to this approach and the sampling was controlled by administering 
the survey questionnaire to a particular list identifying all those in specific positions within the 
organisation.  Whilst the low response rate of online surveys has been a subject of strong criticism (Ilieva 
et al., 2002), because the current respondents were accustomed to this approach, it was anticipated that the 
response rate was likely to be higher than more traditional methods.  This proved to be the situation with 
189 responses received, representing a response rate of 80.4%. 
 
The survey questionnaire collected information including individual demographic data such as age, sex, 
qualifications and position type.  Data was also gathered about the individual’s length of tenure in the 
organisation, in their current position and in similar positions in either the current organisation or others.  
Participants were also asked to respond to a series of statements relating to the change; reflecting on 
opinions before, during and after the change.  These statements were developed around factors emerging 
from an earlier study (Becker, 2007). The questionnaire also included the Resistance to Change (RTC) 
Scale (Oreg, 2003). The RTC Scale developed by Oreg (2003) was designed to directly measure an 
individual’s personal style, and measures four sub-scales relating to resistance to change including the 
extent to which individuals seek routine, the level of emotional reaction to change, the short-term focus 
adopted during change, and the ease and frequency with which individuals change their mind (Oreg, 
2003).   
 
FINDINGS 
Demographics 
The background data relating to respondents is presented in this section to give an overview of the 
individuals who responded.  In summary, over 60% of respondents were at least degree qualified and fell 
within the age bracket of 26-45 years of age.  Of note, 80% of respondents were male.  In relation to the 
level of position held by respondents, over 75% of respondents fell at Level 3 or below (two levels below 
direct reports to the CEO).   
 Table 1 shows the number of years respondents had spent in the organisation, in their current position and 
in their type of work respectively.  The means indicate that on average, respondents had over ten years’ 
experience in both the organisation and their current type of work, however the average for length of time 
in their current position is less than three years; something that reflects the ongoing structural changes 
within the organisation in more recent years. 
Experience in years N Minimum Maximum Mean 
Years in organisation 184 1.00 43.00 13.3141 
Years in position 183 .20 19.00 2.8913 
Years in this type of work 182 .20 48.00 14.4874 
Table 1 Years in organisation, position & type of work 
 
The large majority of the respondents (66.8%) had been aware of the impending change for over 12 
months and 75% had been using the previous system for more than 2 years; some 30% had used the 
previous system for over 5 years. 
 
Resistance to Change Scale Results 
The RTC Scale (Oreg, 2003) was completed by 181 respondents; eight of the original respondents did not 
fully completed the survey and were therefore not included in further analysis.  The instrument was scored 
and the results are shown in Table 2.  This results from using this instrument are ‘designed to tap an 
individual’s tendency to resist or avoid making changes, to devalue change generally, and to find change 
aversive across diverse contexts and types of change’ (Oreg, 2003:680).  The Scale is comprised of four 
subscales; relating to the extent to which individuals seek routine (Routine Seeking scale), the level of 
emotional reaction to change (Emotional Reaction scale), the short-term focus adopted during change 
(Short-Term Focus scale), and the ease and frequency with which individuals change their mind 
(Cognitive Rigidity scale) (Oreg, 2003). 
 
Table 2 shows the aggregated results for these four subscales as well as an overall result gained by 
calculating the mean of these subscales.  Each scale and the overall result can range between 1 and 6; 1 
indicating the least level of resistance to change.  Those scoring higher on each of the sub-scales, and 
therefore on the Scale as a whole have the highest resistance to change.  The results (see Table 2) indicate 
that respondents rated highest on the Cognitive Rigidity sub-scale in terms of the mean result, and this 
sub-scale also had the highest minimum rating and the highest maximum rating.  The lower result 
particularly for Short-Term Focus provides reassurance for the organisation that most of the individuals 
surveyed are prepared to deal with shorter term change issues if they can envisage longer term benefits. 
Sub-scales Minimum Maximum Mean 
Routine Seeking 1.00 4.40 2.1856 
Emotional Reaction 1.00 5.00 2.4116 
Short term focus .75 3.75 2.0138 
Cognitive rigidity 1.75 5.75 3.5428 
RTC overall 1.35 4.01 2.5397 
Table 2 Resistance to Change (RTC) Scale results 
 
Frequency Distribution and Correlation Analysis 
Three statements were used in the questionnaire to determine the extent of positive prior outlook held by 
the respondents.  The frequency distributions of responses to these statements are shown in Figure 1.  The 
combination of these three items is used to create the Positive Prior Outlook factor for the purposes of 
further analysis. 
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Figure 1 Positive Prior Outlook factor 
 
These results indicate that there was a widespread lack of understanding of why the new system was 
necessary, and that almost 80% did not have a positive view of the new system prior to its 
implementation.  It also indicates that very few of the respondents did not believe that by the time 
implementation occurred they would be well prepared for the resulting changes. 
 
Four statements were used in the survey questionnaire to determine the outlook on the extent of negative 
assessment of the new way reported by the respondents after the change.  The frequency distributions of 
responses to these statements are shown in Figure 2.  The combination of these four items is used to create 
the Assessment of the New Way factor for the purposes of further analysis. 
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Figure 2 Negative Assessment of the New Way factor 
 
This group of statements represents the feelings of respondents at the time of surveying; approximately 
three months after implementation of the change.  These responses indicate that many (over 40%) were 
still comparing the old way and the new way, and that half of the respondents reported that getting used to 
the new way had been difficult for them.  Over 40% also reported that they believed the new way was 
more difficult than the old way; indicating a strong level of resistance to the change.  Despite these results, 
few agreed that they were still getting used to the new way, perhaps indicating that whilst they may have 
come to terms with the inevitability of a new system, they were not comfortable with it. 
 
A correlation analysis was conducted to identify whether a relationship existed between the results of the 
RTC Scale, and the Positive Prior Outlook and Assessment of the New Way factors.  The two propositions 
for this study were that an individual’s score on a measure of personal style (specifically their resistance to 
change) will influence their positive outlook on the new way prior to implementation, and that an 
individual’s score on a measure of personal style (specifically their resistance to change) will influence the 
extent of their negative assessment of the new way after implementation.  Pearson’s Correlation 
Coefficient allows determination of whether the scores on two or more variables are related (Burns, 2000).  
Table 3 shows the results of the correlation analysis conducted on the two factors and the RTC results. 
 Routine 
Seeking 
Emotional 
Reaction 
Short term 
focus 
Cognitive 
rigidity 
RTC 
overall 
Pearson Correlation -.090 -.084 -.249(**) .029 -.132 Positive Prior 
Outlook factor  Sig. (2-tailed) .226 .259 .001 .701 .075 
Pearson Correlation .069 .226(**) .184(*) .079 .209(**) Negative 
Assessment of 
New Way factor  Sig. (2-tailed) .354 .002 .013 .288 .005 
**  Correlation is significant at the 0.01 level (2-tailed). 
*  Correlation is significant at the 0.05 level (2-tailed). 
Table 3 Correlation analysis results (n=181) 
 
The correlation was conducted on each of the sub-scales in the RTC Scale as well as the overall result.  
The results highlight a number of important issues.  Firstly, Positive Prior Outlook was not significantly 
correlated with the RTC scale overall, however the subscale of Short Term Focus had a significant 
negative correlation with this factor.  This would indicate that those with a higher Short Term Focus are 
less likely to have a positive outlook on the change prior to its implementation. 
 
Secondly, the results show that the Negative Assessment of the New Way factor has a positive correlation 
with the overall result on the RTC Scale; those more resistant to change are more likely to view the 
change as negative after its implementation.  This finding was related to a significant positive correlation 
between this factor and the Emotional Reaction and Short Term Focus subscales.  As this factor relates to 
an individual’s views and assessment of the new way after its implementation, these results show that 
those scoring higher on Emotional Reaction and Short term focus are more likely to view the change 
negatively after it has been implemented.   
 
Finally, it can be seen that neither factor correlated with the Routine Seeking subscale or the Cognitive 
Rigidity subscale in the Resistance to Change Scale instrument.  For the purposes of understanding the 
impact of personal style on experiences of change, it is shown that these two subscales in the RTC Scale 
are of limited value. 
 
CONCLUSIONS AND IMPLICATIONS 
Returning to the focus of this research, it was hypothesised that: 
An individual’s score on a measure of personal style will influence their outlook on a change prior 
to implementation, and  
An individual’s score on a measure of personal style will influence their assessment of a change 
after implementation 
 The results presented in this paper show that prior outlook is not influenced on the whole by an 
individual’s level resistance to change, however the extent to which the individual has a focus on the short 
term will have an impact upon an individual’s prior outlook.  For those in management positions, this 
highlights that there will be individuals who have concerns about the change based upon their lack of 
focus on the longer term benefits.  This finding means that as part of a change process, managers and 
those in supervisory positions will need to find ways of reassuring individuals that they are preparing to 
support the change in the short term, as well as selling the longer term benefits of the change. 
 
Whilst this research provides the opportunity to identify the link between an individual’s level of 
resistance to change and their experience and perceptions of the change process, it is recognised that 
conducting a survey at one particular point in time has limitations.  It is therefore suggested that future 
research include other forms of data collection.  Longitudinal studies measuring perspectives and attitudes 
before, during and after change would enable these hypotheses to be tested further.  Observation of 
behaviour in a change setting could also provide additional data. 
 
In relation to an individual’s assessment of a new way after change has been implemented, personal style 
as measured by the RTC scale has been shown to have significant impact.  In particular, the level of 
emotional reaction and short term focus of an individual presents challenges for anyone implementing 
change and requiring a positive outlook from those affected by it.  Whilst there is little that can be done to 
change an individual’s personal style, it is critical that those responsible for the implementation of change 
recognise the increased likelihood of resistance from those with a higher level of emotional reaction, and 
those who lack a longer term focus.  The challenge then, is to firstly recognise that individuals will differ 
in their perceptions, and then to identify possible strategies for increased support for these individuals. 
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